FIRST THINGS FIRST

AGENDA ITEM: First Things First’s Future: Leadership, Governance and Accountability

BACKGROUND: At the August 2011 Board meeting the Board stated its desire to engage in
strategic thinking and planning during its September and December meetings. This is an appropriate
time for such an endeavor as First Things First marks its fifth anniversary. The Board realized it could
benefit significantly at this juncture from considering First Things First’s future through conscious
reflection, learning, dialogue and planning. During this process the Board’s attention will be focused on
review of its performance as governors of First Things First, on the selection of strategic directions
within the five roles relating to system development and on the Board’s strategic priorities for its work.

In September 2008 under the leadership of former Chair Nadine Basha, the Board established its
governance and self-evaluation system. The Board passed several policies at that time including:

e 2-102 Responsible Governance Statement
o 2-103 Duties and Job Description
e 2-104 Principles of Engagement
e 2-105 Board Priorities
(Policies are included in this notebook.)

Since establishing the governance system three years ago, this is the first time the Board has invested
the effort to reconnect with the policies, evaluate the Board’s performance, amend the policies if
needed, and act on several duties related to organizational direction and planning. In Governance
Systems policy 2-102, among the Board’s responsibilities are:

o Ensure adherence to First Things First’s mission, vision, values, policies, and governance system.

o Provide organizational direction, input and approval on statutory requirements and other topics
adopted by the Board.

o Set and abide by the governance system. Assess the Board’s performance annually against its
stated standards.

o Ensure that strategic planning, monitoring and evaluation processes are established and
implemented.

« Monitor long-term and short-term results/outcomes and evaluate progress against indicators.

In September 2010, the Arizona Early Childhood Taskforce issued its report, Review, Consideration and
Possible Adoption of Arizona Early Childhood Taskforce System and Priority Recommendations. The
Taskforce recommended twenty (20) roles that when taken together form a whole early childhood
system. The Taskforce recommended eight of the 20 roles as priorities for First Things First to
implement across Arizona in the next three to five years. Those eight (along with nutrition and physical
health that was added in August 2011) are as follows:

Leadership Priorities
o Early Care & Education System Development and Implementation
o Quality Early Care & Education Standards, Curriculum and Assessment
o Early Childhood System Funding



Service Priorities
o Quality, Access & Affordability of Regulated Early Care and Education Settings
o Supports and Services for Families
o Access to Quality Health Care Coverage and Services
o Nutrition and Physical Activity
o Professional Development System
e Building Public Awareness and Support

Of these nine, the two priority roles noted in italics above were not assigned to the Advisory
Committees and are clearly in the Board’s purview. When the Board’s three Program Advisory
Committees developed indicators for the other seven priority roles, some were related to the
development of the overall early childhood system and the Board’s sphere of influence. Therefore, at its
last meeting the Board accepted the five roles listed below. They will be a main focus during this
strategic thinking and planning process:

e Early Childhood System Leadership — Convene partners, provide leadership, and provide
funding for the conceptualization and implementation of a high quality, child and family
centered, coordinated, integrated, and comprehensive early childhood system that includes
clearly defined roles and responsibilities.

e Coordinated Use of Early Childhood System Data — Convene and collaborate with partners to
identify data needs and resources; define and carry out roles related to collecting, analyzing,
and reporting data; and utilize data to design, develop, plan and evaluate the early childhood
system.

e Early Childhood System Evaluation — Provide leadership in the evaluation of the early childhood
system and collaborate with partners to utilize the results to foster continuous improvement of
the system.

e Building Public Awareness and Support — Convene partners, provide leadership, and provide
funding for efforts to increase public awareness of and support for early childhood
development, health, and early education among partners, public officials, policymakers, and
the public.

e Early Childhood System Funding — Secure, coordinate, and advocate for resources required to
develop and sustain the early childhood system.

The benefits of generative thinking and planning

Research reveals that high-performing organizations and governing boards exercise a hyper-
commitment to accountability for results, strategic learning with mid-course corrections, organizational
honesty and ongoing evaluation, as well as planning and consideration of external trends.

In addition research shows that high performing Boards build a culture within the Board that enhances
productive group behaviors and includes candor, feedback, strong interpersonal competencies, dialogue
and debate, and annual assessment of individual and Board accomplishments. High performing groups
invest time and effort in building shared meaning within the Board and the overall organization along
with a sense of continuity as to where the organization is going. This type of deep thinking and
engagement builds morale and ownership for creating the envisioned future. Positive organizational
growth and development, and ultimately great outcomes for young children, are correlated directly with
the Board’s performance as a highly functioning team.



Process

In the conceptual framework of the governance system adopted in September 2008, the Board
indicated an intention to hold itself “vigilant and accountable” to the standards stated in the four model
components and to strategic learning from ongoing assessment. This process over the next two Board
meetings is designed to fulfill this intent for accountability. The work will be based on two questions
related to Board assessment set in 2008:

o Are we getting our job done?
o Are we acting the way we said we would?

Some materials for the process are in this notebook for the Board’s consideration. Others will follow.
The process over the next two meetings will be highly interactive and will evolve from a process design
that is infused with the creativity, interests, and ideas of the members. The Board will look at its
performance in two broad categories: governance and leadership.

Schedule and General Content
The September and December 2011 sessions, as currently conceived, will generally include the
following:

September — Focus on Governance

September 26 2 hours  « Opening primer/process overview/set up
« “The Equilibrium buster”
« The artifacts
« Dialogue using catalytic questions
September 27 4 hours « Dialogue continues
« Review and assess the priorities and work of the Board for last
three years
« Review and assess the Board’s performance (as individuals and
corporately) against their Principles of Engagement and against
their Duties and Job Description
 Review the Principles of Engagement and Duties and Job
Description statements for any adjustments desired by the Board
» Review and consider First things First’s vision, mission, and values
for any changes and possible reaffirmations

December — Focus on Leadership

December 6 8 hours  « Provide dialogue and context for the Board’s priority setting

exercise

« Develop a distinctive niche statement for First Things First within
the larger early childhood system and among other stakeholders

« Set strategic direction for First Things First within the five roles and
agree upon the Board'’s strategic priorities for its work

« Dialogue: what will it take from the Board and CEO to create the
future?

Product

To a certain extent, the product emerging from this process will be driven by the outcomes, intent and
flavor of the Board’s work. The document will be simple and straightforward in an outline-type format
with a short introduction regarding methods. Key decisions by the Board throughout the process will be



noted. The product will show the connectivity to First Things First’s priority roles, goals and system
indicators as well as the Board’s decisions related to leadership and governance priorities. Once the key
elements are agreed upon, action plans for the strategic directions and the Board’s strategic priorities
will be developed and will include input from the Board members, Board committees and appropriate
advisors. The document can be used as a tool for action and accountability by Board and staff over the
next several years.



